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i4W`aNU TQg Col. Richardson ~~ / 7/

SkiUBJEC Rcomptadu itto= for Further deserh on Leadership. ( i',~

"Me. studies 'ieeoribed below s-re based upon the analysis rf tre leadervilip
problem prcueý-tee in eRý R~eport eated .4pril £3, 1A.5, mSumaitry of tm 'tatus
of the ute of' Le -ership'. This repo-t has suf.y-ý,*ted thut a0(rd-
Prelhevaive progrsa'n r*searoch is ue~oessary before any real pro~ress can be
expected. It~ ie poirtef out t he t r o mtajor a reus f or resaoro,,'t aaalysisa

of ritri*, o,ý%I~miutof meueurnemet techniques, ant, training and ava

iii tht light of pri.ent attitudes toward the amount of effort anid time tlw.t
whauld be exporide~d on the study of la!Werishipq ~IArjoe these attitudes &.re
subject to chi~ue kit tbuej, it~ w&s considered desirable to use j3mportan~o
&ad promise of wnritrbuting to the solution of tfhe Is dership problem~ as the
crit~rton for inclusion of research suggestions.

Critoriori Studies
19 Relation of Officer Candidate School lZaerahik ltati2Cs to Coabat

Fofmac- Th vraeo hs td ould bie to deteoxaino the deg.ree to
wbiah officer oszdid.%tv sohool ratings ure prodictive otf actual perfor'ianoe
in a timatre of' opisratioa. A poosible by-produet would be data ou relution-
ships of field performance to life [Astory dat*, Future progress in the so-
lutioa of tho leadership problem depends in good part upon the establiekuientV ~of off'icer candid&-te uohool lohdors~tp ratines as valid prediotors of combat
performansaxc Those rutings are the most accessible criteria for use ia leader-
ship studies* Thereforv, it ito viAtl to test their relevance.

To collect the rec~iirod data it would be desirable that a representutive
of the Personnel Riesearch Section be sent to the theatre of' operation.*i the
am. which produces the greatest number of of floors, the InNntry seems to be
an ideal source for tiia~i study. The North African theatre of oporutions wouild
probably provide the largest source of field rating~s in. infatntry. It is pro-
posed tbibt coupany ocananders of, Infantry be asked to dehieznate whick com-

V missioned orficer platoon loader they considered most valuable to and which
leader they considered least valuablo to their compan~y* Another mettiod of
s~ouriiiq' ratings might be to five th company ocmmudor a list of possible
platoon duties arid ask him to indicate which kf his platoon Leaders he would
expect to be most suocesuful in their oxecutioxi.

It should be possible to collect g~roups (if' between W0 to 100 "akost and -.

least valuable" platoou leaders, It is probilble ti-At all or moot of tiwse
of'tiears will be g;raduates of the Infantry !ýohoole Other In, uMLton col-
looted would be as followes

a. In th, fields

Army Serial Numnber
Types of action viartloipi~td in



Date of arrival in theatre

It may oe possible to arrange to secure all of the informa-
tion fre& Fors $-l e.6., test saores, oooupational history,
military history, hobbies, recrationa"l ctlvitleos, eot.

K ~ ~~~~~~b. Froz the 201 file, AG ;~oa isiadhsFom 0gssnt
ahoj an UCS graduate is o ieaiond, )Us fom 20 goes into
the 201 File, .(. ThM infonuat on from the Form 20 could be
used to supploenxt or uu~bt~tute 4for the lnfora. tioa from vona
86-i.

c. From tki Ini&atry bohooln , Port Denning, 'eorgia
Leadership ratings
Aoadeaic ratinF.s
Any aneodotal waterlals coat ehould nappen to be available;
eq., whether caididates came up before 50 day or 90 day boards.

2. Factors influencing officer caudidate school leadership.ratiln-- -
The purpose of this study would be to analyze the present criterion of leader-

ship-to detormin the degree of its dopendenee on such factors as physiq;e
and beadir#, and academic aohievemcnt. If officer candidate sanool leadership
ratings are valid, :ro of the wost direct oothods for devising me hode of
predictiag them is to analyse the factors Influencing the, The analysis of
the oriteri (n is one of the br,.io pr'.nci oleo of personnel and industrial
psychology. Sinoe intra-plati..on and instructor c..;tings botn eater Into the
final ratinr, sioh snould be moude tria subject for st ,y.

Separate acalysoa should be a-,de of intra-platoon and instructor ratings.
On. method would be to take two groups if caundldatos, one rý,ted high "nd ti.
other ratec, low. Then gathor indeondeznt ratingFs f tieir physique, gener&l
bearing, academic rttian, ot!c•ctional lovel, and aDn otkm r ochiractoristioo
which se eood immortant.

S. Attem,'t to develop a new criterioa-- The purpose of thi astudy would
be to develop a criterion which would rýot have to ae lerived from general
ratin•s. Thus :ar, in attomptinq: to eetaraine whether ma are gucd or bad
leaders, it Nis been :.ooessary to ask either tteir fellows, folloverv, or
superior officers to rate the.m rids involves the dit ficulties related to
uwanohored scales and the fact tha the a)t-:-< , stut tr.y tw thilk b4ok on

their observwtions of the individuals rtited. it :aay be possible to develop
a luit of observations o' leader-followver interactions whiwc cold be useable
oittAr in officer ote'didate so).ool. or ii umite. • list of this type would
provide a more direct basis for rating men for leode-chi,. It is assaid
that a suocessfully cevoloped list would provide a basis for showing that an
individual now is or is oct a good loader.

The proposed pncadure would be as follows:
a. Interview ocmbat officere who have seen action, to gather ideas

about Important leader group interactions.
b. Interview instruotor-rlý-toon leadere ut offiovr candidate

echoole ad any others who are olosoe to the probla.
a. Observe a mmber of squads in field problems at 0US.
d, From tie ideas and suggestions Gained in a, b. and a, draw up

a first draft of a series of leader-follower Intoructione.
e. Try out obse'vation list in actual field situations studying

the agreement betweac raters a4d tic requenoy with whidi itas art checked.
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If satisfied that observation sheet will work, write up hypothetical
description of ledeas based on various types of profiles that could be do-
rived from ashot. * sk ao~fcre and enlisted sen of some experience to in-
dilate which desoription provides the beot fit to the beat platoon leader they
have known.

uovelopment of ileasurement Teohnitea
Thus far, tho study of leatsoip t a conf to plin

populations in officer caniiidhte school. This sample is narrow in scope
since we may assume that officer oandidutes represent selected populations
in terms of leudership as well e*a acudemiio aptitude. To expand the sample
populations the followiAr groups should also be testesL

aa Fnldisted men (non-of ficor oandidates) with General Claesifica-
tion Test scores of 110 -nd above*

be Officers with combat experience--hoae accessible vould noces-
arily be small in umber*

1. *Runner test*- L-l, X-l- This test shouold be g'iven another trial,
trying Copeland's nothad of' a ýorizzgo

2* ,,reforue Tesot PL-1 X-1-- Future work with this test will depend
on results of analysis o. data on hand.

3. Strong Vocational Interest Test- It is possible that an individual's
"voational attitudes are related to his susceptibility tovrds becoming s. food
leader. Perhaps individuals who have attitudes typical of men in businoso
contact fields uro more susoeptible toward becoming f:ood leaders. P,:-raaps
a man*' susoeptibility of bt>cominp a od leader it relatod to ti. amr or
Lervice in whloh'o would operate in relation to his vocational artitudes.
The probability of eit~er of treat. hypotheses may rnot be very rreat, but the
more unsuccessful we are in finding an effective zeasurement technique the
aere we should try long shots" that have aome plausibility. Ve mirht st&rt
by testine one or two platoons in an officoer candidate school.

4. Goodenough-Thurr.one k'ree absooation TVehnaLum-- The masurement of
personality by projeotire teohnliques has a great deal of tuo validity insofa
as projection is iutimately associated with our oonoepts of porsonality. Their
chief drawback Is that tkay do not appear smenable to group adminia tration or
objective interpretation. As a projeotive type of ueasurment which Is prae-
tical for the present Army selection program, the Goodenough-Thurstone method
should be Civen a full trial. Appended are lists of hmnonysio stimulus words
used by Goodenouoh and Thurstone, The&s lists should be revised and expanded.
Lorgee Semantic Frequency Count should aid in selection of homonyme which
have frequently used interpretations. After a list is developed, it should be
tried out on enlisted men with General Classification o*st scores of 110 or
greater. Goodeuough's idea of preaentlnpr it as a spaed of association test
looks like a good one. After the list is rovised on the basis of this trial,
it should be given to olas•es at two or morm officer candidate schools as
well us to combat officers, Frca criteria group& based on leaderý:hip ratings
in officer candidate school, an attvapt to key the best would 'e mad,. As
might then attempt to differentiate enlisted men, officer oadidute8 &ud com-
bat officers.

6. Seleotin valid line offioer interviewers-- The stud of the validity
of the leadership ratinj. oof line officer interriwers showed that there was a
considerable degree of variation between i uterviewe. Uo may prove m•or suo-
aesaful in developing a technique for selecting, bettor judges to sit on officer
candidate selection boards thau in dovelopin& a method of raesurinq, leadership

R directly



L ~This study roquirva a ±vituatiorx where it would be possible to have 10 to
18 interviewers Interview &t least 60O oandidsitos each. It may be necessary to

j set up a design of experimwint of the field plot typem us~d in agricultural re-
search. For example, grouii, of 10 of fioor interviewerswould interview two
or more classes of ~andidates, one group to a ol&sa at twvo or moore schools.
The oovarianoes could be analyzed between schools, between olas~es anid between
iadividuals.

Intensive studies of the interviewers would be maz'e, usinig life history
andi test data. Lif.' history and. test; data would then be studied in relation
to the interviewer's suacess as a Judge of leadership ability. It Is Poo-
sible that these data will provide a practical method for selec~ting~ officers
to sit on officer candidate selectioa bopards.

69 Te oapaiio of ~v aliityof jd~as o a ineofficer ir.-
terisierand of a trained clinical navoholoList*-- This Is a st~~iyri~h*

ocud S dded to the one above. It wco;d provide somo basis Vor e.ýtinmating
the improvement in, leadership selection t~o be expected by specil"yin,-: more

* teohnioual psychologically trained offivces for selection bourdes it would
involve a comiparison of two types of' Interviews the pure life history oriented
and the interview observ%4tion typos* 1he ompiiasis in the lino of(icer Inter-
views should continue to be the one 9,utlined in AG,. ?oria 240. The clinical
psyohologiat Interviewer 3hould be one whose training presumably permits him
to *ork intto his Judgments obs rvations of behavior ir the interviews i~e
should be tible to uso the interview ýo K~roduove rotuctioa6 which will rive
opportunities for Judg nnt making.

7s T;,Qdovelopmont of Sittationial methods of' aeasuriug, deolaivonefss
and abýility tO underr~ophyeiloai atrua-z Situatio"I~ mncthods of' stu'Aying loader-
nhip ability are virtually untried and untesteds The rittiouale behind this type
of measurement is one which is applied with oonai~crible ice cesp in peroonaelj
U&aolY, that as teat situations approloh tie status of miniatures of tri-i be-
havior to be prudicted, they improve in validit~ *1ho difficulties In Atsple-
Menting this m~ethod for prediction of' loaidererhip Is largely rosponsible f'or its
neglect, u1owever, it is possible Lhat prtuctiohl teists oould be develoDed,

K ir speoific leadership behaviors are chiosen to be predicted# In retiding. die-
oussions of com~bat leadership, one t-lus tho isapreazion obat,, aside from~ actual
milit-Ary kn.;wledge, deoislvoness of action and the di~lity &ad desire to push
oneself in the Ctio. of severe physical atrain are iaportaut ohar(Acteristics oC
food leadership. It may be possible to devise ait-jtlions tsita we 18 reflect
potential ability for these &&pects of leadership.

The rollowin,,, fie aixamploo of situations that in ght work,'
j a. Decisiveness or willingness to oommidt otioself- Tell the cand'date

to assume that ho ie thb coemmarider of a ooapany and foeols that his men &re low
In moral*. As one of' the ways of bul ldinr, up thei r Lmorule, hc chooses to try
to g ire them a g ood f iý,htting slogan*

The candidate i3 then prea-ented with a list of slW~aus in whtah lie is
told that nile first tatk io to rank theiss slogan* for a~gressii j is
should be oautionsd to disregarid judlgmeuts as to their goerael v1. the
ulogans should all be aimaply stated so as to eliminate any verbal ("Actors. ~Ihy
should roprevoiat a vory jArri rungo oC &&irreuaiveneae. The time tukeaT to

arrive at a rauking might be oxi obeootive Li.dei oil "teoieiveness. 'Aors sub-

b. Ovillirugness tei under1;o physical (and/or psyahological) &train--
The SItuaLtion OkwsrnU should bo one involving 6, reasoiable detreo of physioal
fitness and the suboootts willingness to undergo strain. It i~ possible
tbat a variation of the step-test aieht work. 1he degree to whiah tte subject has



pucbhd himself as indicated by 1i# pulse rate whea he stops way be a sIg-
nifioan. indicator of his willingness to push himself* The c" ýdate would
be told thit he should keep going as long as he can and that the length of
time will be his *core.

It Is posuible that the best way to work out these tests Is In ooinsultution
with officers at an officer oC ndL&te school. In this way it would be pos-
sible to keep practical limitations in miud

Trlnuis and Lvsluation StudUos
At this stage it In uot possible to W v-y defiei the suggestion

of studies in this arsea It ueans probable that the beot ide•a would be de-
"veloped by having a representative spend v period of time at an officer candi-
date schools The procedures outlined in ocoueotion with the discussion of the
development of a new oriterion of leadership sho.ld also lead to the development
of training methods* In thinking about situations which would reflect leader-
ship, one should find situitione which cou-ild be introduced into the officer
"oandidate school training progrm, 1he kind of criterion developed in the
method cited abloe would land itself to use for evaluation of training*

niI


